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MEMORANDUM FOR: Acting Deputy Director (Administration) 

SUBJECT t Location of Responsibility for Control and 

Utilisation of Forms 


1. The Problem 

The elimination of responsibility for the control, standardi- 
sation, ymd design of forms from the Q&M Staff, and the transfer of 
that function to the General Services Office, has deprived the Q&M 
Staff of one of its most effective procedural tools and has thereby 
weakened the potential effectiveness of the management control 
program of CIA. 


2. Assumptions 

Work simplification and procedural development represents the 
major elements of work of the Organization and Methods Staff. The 
method of analysis which is used in exercising the forms control 
function contributes to such work. 

3* Facts Bearing on Problem 

The Chief, General Services, stated in his memorandum of 5 
January 1953 (subject: "Responsibility for Forms Control Program 
and Maintenance of Correspondence Manual") that the Hoover Commis- 
sion recommended as essential to an agency records program toe 
inclusion of the forms control responsibility. Actually, the 
Hoover Commission itself made no such recommends tion $ although a 
task force report on records management was prepared for the Commis- 
sion, not all of the task force recommendations were finally incor- 
porated in the Commission’s formal recommendations. Although the 
task force strongly recommends the designation in each agency of a 
qualified records management officer with forms control functions, 
it is nowhere stated that such an office should exist outside the 
Organisation and Methods Staff. Instead, the task force states 
that, "It is recognized that in some agencies responsibility for 
records management will be assigned to existing planning, methods 
and procedures, or management staffs." The proposals of the task 
force may or may not have been conditioned by the fact that the 
report wss undertaken by an organization (The National Re corns 
Management Council) which deals almost exclusively in records 
operations. 

U* Discussion 

(a) In devising or determining the utilization 
of a form the following points should be 
considered: Can the procedural flow be 
changed to eliminate the need for the form? 

What ’captions of die form can be added, 
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out, or changed tx> make the for® 
sere useful la serving the work operations 
©f the office? Has the originating office 
properly considered the steps in the for® 
fXow when it is tso be filled in, xnterpre ted, 
acted upon, and filed? Are the various steps 
featran in such sequence as will reduce to a 
minim™ the total number of operations 
required? Also, has the proposed for® routing 
ta ken into consideration the best possible 
scheduling to level off peak loads? Can the 
for® be combined with similar work done in 
soother office? Has every possibility been 
weighed against die need for copying off date 
■to anoteer forms Could mechanical aids, such 
as visible indexes, reproduction mats, etc. 
be used to good advantage? 

(bl The control over the substance design ***d utili- 
zation of forms is one of the most effective 
aeons of uncovering and solving problems of 
procedure. A question often more pertinent than 
the merits of the form itself is the necessity 
for, or the efficiency of, the procedure which 
requires it® use# It has been estimated in 
industry that for every dollar spent in the 
p er ch aae of forms an average of at least 17 
dollars is spent in the clerical work of pro- 
cessing and filing teem, not to mention tee cost 
of tee total procedures in which tee forms play 
a part. Management officials in bote government 
«tv 3 industry have long recognised that bote 
forms work and organization and methods work 
suffer if an attempt is made to separate tee 
improvement of procedures through forms analysis 
from its corollary, the Improvement of forms 
through procedural analysis. In support of this 
contention, there are attached hereto Tabs A 
through I* containing quota ions from various 
m thori ts-tive sources as follows: 

Tab A - Quotation from a Bureau of 

tee Budget Management Bulle- 
tin entitled "Simplifying 
Procedures through Forms 
Control" 

Sab B - Quotation from article 

«a titled ■Administrative 
Planning in tee Federal 
Ooveroment" 

Tab C - Quotation from a publica- 
tion Of the American 
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Management Association. 

B - Quotation from a publication 
titled "Design and Control of 
Business Forms" 


5* Conclusion 

Scend management practices dictate that the functions pertain- 
tng to forms control, design, and utilization be centered in the 

om Staff. 

6. gscoTmendation 

ffest the responsibility for control of forms be transferred 
from, die General Services Office to the Gkd Staff, Comptrollers 
Office. 


Attachments 

APPSGWEB: 


/«/ 

B. fi. SiUJKDEHS 
C«I>tr*ll*r 


Acting Deputy Director 
{ Adminietrs -fi on) 
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The Bureau of the Budget, in a Management Itol letin, entj.te.ed 
igjiqplt fyjsgi: Procedures through Fcr bib Control” sta tes thata 

mpr fMr * ana* has shown that the forms -control prograta is 

likely to be most effective if primary responsibility for 

It is centered in a specific individual or unit of the 

organisation and methods office, or of a similar office, 

whatever it aay be called, having responsibili ty for 

organ! rational and procedural problems. This is true 

regardless of the organizational level Involved— department, 

bureau, or field establishment. The responsibility should 

cover the preparation of directives and control procedures, 

the establishment of standards, the recording of requests 

for new or revised fronts, the searching of files for 

duplications, the recommendation of procedural studies 

involving forms, and consul tatdon with other units on such 


matters. 

Since tee organisation and methods staff is bound to encounter 
to add a major tool to its procedural wor’dng kit. Conversely, 


both forms work and organization and methods work will suffer 
if an attempt is made to separate the improveraent of proce- 
dures through forms analysis from its corollary, the improve- 


ment of f orass through procedural analysis." 
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Tab B 


Qladieux (formerly Executive Assistant to the Secretaay of Commerce, 
now one of the major officials of t toe Ford Foundation) states in an 
article on "Administrative Planning in the Federal Government" that; 

•An important function, closely related to the analysis of 
organisation, and procedures, is the preparation or clearance 
of formal administrative orders, instructions, and other 
documents of general administrative application... The prepara- 
tion of formal orders or ins tractions by an a&ainis tra live 
planning unit gives assurance that duties are allocated and 
procedures fixed in accordance with the roaster organisation 
plan and in conformity with prevailing policy and administrative 
necessities . . .Other related activities may properly be and 
usually are performed by an administrative planning staff. 

Chief, among these are the review and clearance of operating 
forms and cherts, study of standards for the efficient 
allocation of office space, research directed toward the 
improvement of office methods and practices and analysis of 
the need for and use of mechanical equipment. Although these 
activities may be classified as subsidiary. » . they assume 
significance on specific occasions and contribute to the 
general objective of an efficient and coordinated plan of 
acaainis tration. * 
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Is a publication of the American Management Association* Mr. B. J. 

Both, Supervising Procedures Accountant for Commonwealth Edison, 

#ays i 

R My experience has led we to believe that the following 
activities are basic in any methods organisation: 

1. Surveying and revising existing office methods. 

2. Developing and installing now or improved methods. 

3* Devising and editing instructional manuals. 

h. Mi ting and distributing all regulations and inter- 
departmental routines. 

Bat in additional, to all these activities, there are other 
things which relate so closely to the work of a methods 
department that I have cose to die coac ul sion that they 
should be included in the departments responsibilities. 

...I believe. ..that the methods department should control 
all office forms. There are very few assignments which 
do not result in changes in forms, and the methods depart- 
ment is usually called upon to design the new ones or the 
revisions . When a new form is designed, however, the 
responsibility of the methods men does not end. Forms have 
a habit of growing in number and unless some control tempered 
by knowledge of their use, e an be instituted, a large amount 
of money may be needlessly spent year after year. This is 
not to suggest that the methods department be responsible 
for the physical storing of forms, but that it should 
possess the talent and the authority to review the use of 
each form and to govern the placing of orders and the 
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In a bookubich has just been published, titled "Sasign and Control of 

Kriox, If la staie'd £&a£: * 


*The exact location of the control over forms may vary, 
but logic dictates that it be at sense place having a 
major concern with general office and clerical expense 
m represented by the paper work of the company* This 
is uraally in the office of the controller. • .There may, 
of course, be a separate unit charged with -die coordina- 
tdon of the actual flow of p«per work, probably an office 
methods and procedures control unit. If the company is 
large enough to have a methods and procedures unit, that 
unit mast, of necessity, work in close coordination with 
the forms control unit* But the actual physical control 
and coordination of the forme themselves should be a 
function of the forms control unit. Of ton times, of course, 
the two will be combined into a single control unit.... 
Forms control and the control of office methods and pro- 
cedures are two parts of the same thing. They merge 
iapercep fcibly into each other, and it is irapossible to 
control one without st least brushing elbows with the 
other... The end use of forms consist tues the flow of work 
in the office* lo thing happens in the office except to 
or by means of a piece of caper; therefore, when the 
ays terns and procedures of an office are s hr died, the forms 
and their use are specifically what it is that is being 
studied.** 
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27 July 


mMmAMmu FOHi Acting Deputy Director, Administration 
FROM t Comptroller 

SUBJECT' * Transfer to Office of the Comptroller 

Organisational Responsibility for Machine 
Records Branch, Office of General Services 


1. PROBLEM 

This staff study outlines the factors to be considered in determining 
the proper location organisationally within the Agency of the electric 
accounting machine installation which serves the two accounting divisions 
at headquarters and performs accounting functions for other organisational 
segments of the Agency, • 

2. FACTS BEARING <M THE PROBLEM 

a. The Office of the Comptroller is responsible under Agency Regula- 
tion 1-11*0 for all budgetary end financial operations of the Agency, 
for program and financial analysis and for advising *the Deputy 
Director (Administration) on general Agency efficiency, organisation 
structure, functions, man-power requirements, and administrative pro- 
cedures for all components of the Agency,” 

b, A very large and extremely important part of the total head- 
quarters accounting operations is performed on electric accounting 
machines which are operated by the Machine Records branch of the 
General Services Office, The accounting operations utilising the 
IBM electric accounting machines of .the Machine Records Branch in- 
clude but are not limited to (1) preparation of payrolls for both 
headquarters and field staff employees and staff agents, for both 
Fiscal and Finance Divisions, including preparation of payroll checks 
for the Branch Office of the Division of Disbursements, Treasury De- 
partment, located in the Fiscal Division}, (2) maintenance of detail 
subsidiary records of advances made to Agency personnel by the 
Finance Division} (3) maintenance of allotment ledger detail records 
reflecting the status of all allotments of confidential funds for 
the Finance Division and preparation of monthly allotment status re- 
ports for management; (it) maintenance of detail cost records by or- 
ganisational units, stations, projects, and activities and preparation 
of monthly cost reports for management shewing current period and ac- 
cumulative costs by such organisational units, stations, projects, and 
activities} and (5) maintenance of the detailed inventory cards for 
supplies and equipment on hand and preparation of monthly listings 
for reconcilement with the financial property controls maintained by 
the Finance Division (this operation was initiated as of 1 Say 1953 
and covers only property within continental limits of U* S» at this 
time ) , 
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«. Machine Records Branch performs work on electric *r counting 

ItStLJ* J 1 ®®*?* T th ! 4 A « ancy * property reeo^ 

I2£ J or Asiatics Office for all Agency pro- 

fa^ty within the continental Hadis of the B*S. j h (merer, these 

tl^ 2 hw? ^ property inventory controls aain- 

° l! Qo ^ trollar ‘ For «*• Personnel Office 
the Bra^h maintaias records relating to personnel staffing of the 

Agency wUch also are utilised in connection with budgetary opera- 
52* *"*«* bF J*? 0tIU * * f »• Controller* Tr^ti^ 

™ r sa ® a ® t *«* is performed by the Branch for other Agency 

th * ° f ** Br «* h *• «PProxSate 

firs percent of the total machine workload which is the only 

SwTAmuZ? * i0 '* i3 Mt Bf 4ir “ t 40 th * 0f “« 

Comptroller*# re^pon-sibility requires prompt and accurate 

^ w? 11 t f*^ , * Ctio 2 J ° £ tbe Agency and the preparation 

9fmmisgtal financial reports at the earliest practicable time 

JftLniL.S 0 *® *5 •«^« cc Ott» t ine period. Also* detailed records 
5 52225°““ ^^ised in the control of funds and other assets 

“•***• a * iat * ia * w4 P«»pt,ly and precisely to provide 
essential isfarnation f«r current day-to-day opera tions * 

f* ths P®f&3»ance of the Caa^trdUer ' s functions da petxla 

neamiy upon the performance of operations by IBS electric account- 

"S hl J a “ ^ atUi»d for this parp... a™ operated 
by Machine Bacardis Branch of the General Services Office, The 
performance by the Office of the Comptroller of its responsibility 

taw^JSSt ?*“ ? r " iSe ™“ 4d441 “ " date u. tear.- 

ior» * somewhat impaired by the lank of direct control and supervision 

overthe machine operations, furthermore* ths detailed accounting 
rsccr^ represented by ths IBS punch cards are maintained outside the 
supervisory control of the Controller* 

f * *5 18 $*®***&7 accepted that accounting organisations u tilising 
electric punch card machines for an important part of their detailed 
record keeping provide for the direct supervision of the 
record installations by the argaidsational unit responsible for the 
accounting operations. Examples of this are evident both within the 
Government and in business, la the Department of Agriculture this 
type of organisational arrangement exists in a an dmr of individual 
agencies using 18* equipment, including the Production and Marketing 
Admiala tratjpn* Farmers Home Admini sbratiou, Rural Heetrificatia® 
Adrtnia tration and Farm Credit Administration; in ths Government of 
tea sietilct of Gclaabla a separate machine installation under the 
■•donating organisation performs the punch card accounting operations; 
*® the Bousing and Home finance Agency the machine accounting opera- 
tions are directly supervised by the accounting office, EXamplea of 
thi s or ganisational arrangement in commercial enterprises include 
Potomac Electric Fewer Cosqpany, Washington Gas bight Company sad 
the Capital Transit Company, 
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3 . nisGussm 

a, ffee Importance of promptness sad aocmraey in Idle performance 
of accounting operations, whiah in this igoncy are the responsi- 
bility of the Comptroller, reader it essential that he he in a 
petition to assure that machine accounting operations are promptly 
ssh@du.lect atid properly performed* The present organisational arrange- 
wmt wherein the machine accounting operations are performed by the 
Machine Records Branch of the General Services Office, which also 
performs certain machine operations for other offices of the Agency, 
results in a lack of eontrol by the Coaptroller over a very important 
segment of the operfetions for which he is responsible, Although tit# 
Tin might be held that' other offices whose records are maintained on 
aloe trio accounting machines also should have direct control over the 
moohine operations, the nature and . significance of accounting opera- 
tions and records relating to the control of funds and other assets 
of the Agency makes it most- important that the official (Comptroller) 
fearing responsibility for such control be in a position to exorcise 
direction Over all accounting operations, 

b c the preponderance of the operations of the Machine Records 
Branch are either directly performed for tha Office of the Comptroller, 
relate to financial controls maintained by that Office over property 
requiring reconcilement with such controls on a monthly basis or 
involve personnel statistics of use is budgetary operations by the 
Of flee of the Controller, A relatively small volume of other 
' operations ©re performed by the Machine Bernards Branch which do 
met directly relate to financial, budgetary and inventory activities 
of the Agency, 

e, A transfer of the responsibility for supervising the operation* 
of the Beeorde Branch to the Office of the Comptroller would 

result in placing with the Comptroller 'the means of assuring accurate 
met timely recording of financial data and the prompt publication of 
financial and coot reports for all levels of Agsrney manages© nt. This 
o rgaaisa tl onal arrangeaent is consistent with, that generally followed 
outside the Ageaey and does .not preclude the atilisatioc of the sac nines 
for non-accounting purposes on a service basis, especially where & 
relatively small portion of the entire operations ef the machine 
installation are ef such a nature* 

it, eemmsim 

Site responsibility for the direction of and control over the 

Record* Branch, now a component of the General '"ervices Office, 
sImwM be transferred to the Office of the Comptroller in order to 
permit the Comptroller to better perform his responsibilities. 
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-*eciirify InformafFs* 


frwflfttr to th* Of fie* of the Cofaptrolier responsibility for 
directing the operations of the Machine Records Branch# 

(Signed) 


ACTJOM ST MSfStanm AUTHORITY: 


E* R, RABSM8S 
Controller 


Bate 


APPROVED; 


leilng '^cpdi.ty Direeior, 
Atei&ictrctlon 
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